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EXPERIENCE CO-CREATION IN FINANCIAL SERVICES:  
AN EMPIRICAL EXPLORATION 
 
ABSTRACT 
Purpose:  
This paper sets out to explore how financial services (FS) organizations manage the customer 
experience. It aims to establish what practices are used, to articulate the role of the FS context 
in influencing the choice of practices, and to identify how these practices support experience 
co-creation from the perspective of the organization. 
 
Design/methodology/approach: 
We adopt a multiple case study approach. Our 23 cases provide a rich understanding of the 
phenomenon studied which permits grounding the findings on robust data. 
 
Findings: 
We identify five practices that are consistently used by FS organizations to manage the 
customer experience. The findings suggest that four industry-specific characteristics affect 
the choice of these practices. The results also reveal how these practices support the co-
creation of the customer experience. 
 
Research limitations/implications: 
We focus on the FS context only, do not examine the impact of the practices on performance, 
and do not explore experience co-creation from the perspective of the customer. 
 
Practical implications: 
Adopting these practices can facilitate a more co-created customer experience, which in turn 
can provide FS organizations with a competitive differentiator. 
 
Originality/value 
This article advances current knowledge by revealing five customer experience management 
practices that are specific to the FS context. Moreover, this is one of the first studies to 
explore experience co-creation from the perspective of the organization and to identify ways 
in which organizations can support customers in co-creating their experiences. 
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INTRODUCTION 
Competing on customer experience is not limited to highly experiential firms from hedonic 
sectors. Many organizations are moving towards experience-oriented business models as 
managing the customer experience becomes a strategic priority across sectors (Grewal et al., 
2009; Patrício et al., 2011). For example, the list of key members of the customer experience 
professional association includes a wide range of businesses representing virtually every 
industry [1]. More specifically, financial services (FS) organizations such as retail and private 
banks, insurance firms, and wealth management organizations increasingly focus on the 
customer experience to drive competitive advantage. Against the backdrop of heightened 
product commoditization and competition from new market players, nearly 80% of FS 
organizations ramp up investments in processes, staff training, and IT to enhance experience 
design (IQPC, 2012). Although the customer experience phenomenon is receiving scholarly 
attention in the academic literature (Patrício et al., 2011; Candi et al., 2012; Helkkula, 2011), 
the way in which FS organizations manage the customer experience is not well understood 
(Klaus and Ngyuen, 2013).  
A customer experience refers to the customer’s subjective responses resulting from 
interacting with an organization (Lemke et al., 2011). It encompasses all interactions that take 
place whilst searching, purchasing, consuming, and seeking product or service support 
(Verhoef et al., 2009). Thus, an experience is co-created through interactions among several 
actors, who can be individuals or organizations. Direct and indirect interactions between a 
firm and its customers within a dyad constitute a primary platform for experience co-creation 
(Helkkula et al., 2012). Whilst researchers have examined how consumers co-create their 
experiences with organizations (McColl-Kennedy et al., 2012; Minkiewicz et al. 2013), 
limited research has explored experience co-creation from the perspective of the firm. From 
this perspective, customer experience management involves manipulating the interactive 
elements of the service delivery system to enable customers to co-create their experiences 
with the organization (Pullman and Gross, 2004).  
Roth and Menor’s invitation (2003) to study the customer experience from the 
provider’s angle has been reiterated by several scholars (Kwortnik and Thompson, 2009; 
Johnston and Kong, 2011; Patrício et al., 2011). Research has focused on highly experiential 
service contexts such as leisure, hospitality, entertainment, and tourism, as well less 
experiential settings such as high-tech, e-commerce, and financial services (Helkkula, 2011). 
For instance, Zomerdijk and Voss (2010) explore the design practices that experience-centric 
firms employ to create memorable experiences; Stuart and Tax (2004) study the experience 
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design process in the context of theater plays; Payne et al. (2008) illustrate how a provider 
can design the customer’s travel experience; and Kwortnik and Thompson (2009) investigate 
the challenges of managing experiences in the leisure cruise industry.  
This paper sets out to explore how FS organizations design and manage for the 
customer experience. It examines the practices used, the role of contextual characteristics of 
FS in influencing the choice of practices, and the ways in which these practices support 
experience co-creation from the organization’s perspective. The rest of the paper is structured 
as follows. Section 2 provides the theoretical background for this work. Section 3 presents the 
research methodology. Section 4 describes the findings. Section 5 discusses the implications 
of the findings for theory and practice as well as the research limitations. Section 6 concludes 
the paper. 
 
THEORETICAL FOUNDATIONS 
A customer experience refers to the customer’s cognitive and emotional responses resulting 
from interacting with the relational, virtual, and physical elements of a service system 
(Lemke et al., 2011). A major contribution of marketing research has been to demonstrate 
that the customer’s experiential perceptions are contextual. Customers respond to interactions 
differently in different service contexts and the determinants of a positive experience vary 
across settings (Lemke et al., 2011). This suggests that research on the customer experience 
should be undertaken in well-defined contexts. This is consistent, for instance, with Verhoef 
et al.’s suggestion (2009) that retail services deserve specific attention.  
From the firm’s perspective, customer experience management involves manipulating 
the interactive elements of the service delivery system to elicit positive customer responses 
(Pullman and Gross, 2004). Many studies have addressed this phenomenon in highly 
experiential environments. Voss et al. (2008) empirically identify four broad approaches that 
experiential organizations use to position themselves as providers of pleasurable sensations. 
Each approach involves unique design decisions related to bricks and mortar, management 
systems, customer touchpoints, and systems integration. Zomerdijk and Voss (2010) discuss 
five design practices used by experience-centric firms. These include crafting the customer 
journey, applying sensory design, encouraging front-line employees to engage with 
customers, paying attention to the dramatic structure of events, managing customer-to-
customer interactions, and coupling back and front stages. Pullman and Gross (2004) 
examine the relationships between the physical (i.e., brick and mortar) and relational (i.e., 
Page 3 of 34
http://mc.manuscriptcentral.com/josm
Journal of Service Management
1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18
19
20
21
22
23
24
25
26
27
28
29
30
31
32
33
34
35
36
37
38
39
40
41
42
43
44
45
46
47
48
49
50
51
52
53
54
55
56
57
58
59
60
For Review Only
4 
 
front-line employees) elements of the service system, the customer’s emotional responses to 
each type of interaction, and loyalty behaviors in the VIP tent of a circus. 
Additionally, empirical research on the customer experience outside experiential 
environments is growing (Helkkula, 2011). Candi et al. (2012) study how small and medium 
IT firms can innovate through providing hedonic and utilitarian customer benefits. Johnston 
and Kong (2011) investigate how organizations go about evaluating and improving the 
customer experience. They propose a ten-stage “road-map” to improvement. Using 
illustrative cases in banking and grocery retail, Patricio et al. (2011) develop a methodology 
for creating service delivery systems that facilitate the co-creation of successful customer 
experiences. Despite these contributions, the question of which customer experience 
management practices are employed by non-experiential service organizations remains partly 
unaddressed (Zomerdijk and Voss, 2010). Following Sousa and Voss (2008), we define these 
practices as organizational or managerial actions taken to design and improve the interactive 
elements of the service delivery system so as to support experience co-creation. Klaus and 
Maklan (2012) suggest that industry-based studies are needed to further develop theory. 
Since FS organizations are increasingly engaging in efforts to design for the customer 
experience (Ding et al., 2010; IQPC, 2012; Klaus and Nguyen, 2013), they provide a relevant 
environment for this research. This leads to our first research question: 
RQ1: What are the practices of customer experience management in FS? 
 
Acknowledging the importance of contextual conditions for customer perceptions has major 
implications for operations design. It suggests that customer experience management 
practices are context-specific (Stuart and Tax, 2004). According to Lovelock (1983), FS 
organizations share four common contextual characteristics: (1) information-intensity, (2) 
intangibility, (3) membership-based customer relationship, and (4) contract complexity. 
These four characteristics are well-accepted in the literature. First, FS organizations are 
highly information-intensive (Menor et al., 2001; Edvardsson et al., 2005). Karmarkar and 
Apte (2007) categorize the FS sector as an aggregation of information-based service 
processes and organizations. Information represents the central element that is processed to 
deliver the offering, such as performing financial transactions using various sources of 
information. Second, information-based FS firms are characterized by a high degree of 
intangibility (Lovelock and Gummesson, 2004). FS firms perform intangible actions directed 
at a customer’s intangible financial assets and data. These processes generate intangible 
outcomes and do not rely on the customer’s direct involvement and physical presence 
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(Stauss, 2005). Shostack (1977) positions investment products in the intangible half of her 
tangibility spectrum. This is supported by a study by Laroche et al. (2001), in which 
consumers rate checking accounts as the most intangible offering out of six products and 
services. Additionally, the proliferation of digital self-service delivery channels in retail 
banking, insurance, and wealth-management represent additional aspects of intangibility. 
Third, FS organizations deliver services continuously on a membership basis (Apte and 
Vepsäläinen, 1993). An organization and its customers enter into long-term ongoing 
relationships, and the customer experience consists of multiple discrete interactions taking 
place over time. Membership in FS entails a series of separate and identifiable transaction 
over the course of the relationship (Lovelock, 1983). Fourth, even standard contracts, such as 
those used for savings accounts or basic insurance services, involve complex specifications in 
the eyes of the customer (Tinnilae and Vepsäläinen, 1995; Zomerdijk and de Vries, 2007). 
Most FS products and contracts comprise numerous configurable parameters, options, and 
contingencies that can be difficult to understand for customers. We state our second research 
question as: 
RQ2: How do the contextual characteristics of FS influence the use of customer 
experience management practices? 
 
Whilst some literature is concerned with the management of the customer experience from 
the firm’s viewpoint (Kwortnik and Thompson, 2009), other scholars focus on understanding 
the customer perspective. They emphasize customers’ actions in the co-creation of their 
experiences (Prebesen and Foss, 2011). Neslin et al. (2006) posit that a customer experience 
is a journey that starts with needs recognition and finishes with needs fulfillment. A customer 
experience comprises three broad stages referred to as “communication encounters,” “service 
encounters,” and “usage encounters” (Payne et al., 2008). It encompasses all of the direct 
interactions (e.g., with employees) and indirect interactions (e.g., with the physical or virtual 
environment) that occur before and during consumption (Ballantyne et al., 2011). Thus, it has 
been argued that an experience is a co-created phenomenon between an organization and its 
customers. Furthermore, a customer experience may also include interactions within 
customers’ social networks and organizations’ business networks (Helkkula et al., 2012). The 
literature increasingly emphasizes the social dimensions of the customer experience and the 
role of customer-to-customer interactions. Studies have shown that the attitudes and 
behaviors of other customers have an impact on one’s own experience (Lemke et al. 2011; 
Verhoef et al., 2009; Voss and Zomerdijk, 2010). Here, co-creation takes place in the 
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physical world as well as on online platforms such as virtual communities that bring together 
like-minded consumers and enable the forming of relationships around shared interests. Cova 
and Dalli (2009) emphasize the role of online consumer and brand communities in 
influencing the experience of fellow customers. For example, consumers can support each 
other in solving problems, influence future buying decisions, or influence the consumption 
processes of other members of the community. In addition to consumer networks, Hakanen 
and Jaakkola (2012) emphasize that several organizations may play a role in experience co-
creation, which can be facilitated by an organization’s network of partners (Ramaswamy, 
2011). This is supported by Lemke et al. (2011) who show that the experience of business 
customers is influenced by the organization and other external actors (e.g., third-party 
intermediaries, specialist firms). Hakanen and Jaakkola (2012) explore experience co-
creation within business networks. They show how several providers and a customer work 
together to co-create an effective service experience for the end customer.  
Consumers play an active role in co-creating their experiences and the literature has 
mostly explored experience co-creation from a consumer perspective. For instance, 
Minkiewicz et al. (2013) analyze the role of consumers as co-creators and identify three 
facets of experience co-creation. They argue that co-production, engagement, and 
personalization are three main ways in which consumers co-create their experience with an 
organization. Similarly, McColl-Kennedy et al. (2012) examine how patients integrate the 
resources and competences of a variety of providers to co-create their healthcare experiences. 
However, little empirical work has examined how an organization supports experience co-
creation. From the firm’s perspective, the role of customer experience management is to 
develop, select, and deploy a set of practices that enable customers to co-create their 
experiences with the organization. This leads to our third research question: 
RQ3: How do customer experience management practices support experience co-
creation in FS? 
 
RESEARCH METHODS 
We adopt a multiple case study approach to address the research questions. This choice is 
primarily motivated by the exploratory, theory-building nature of the research. Management 
practices are enacted in a specific organizational context and are often influenced by the 
characteristics of the firm’s environment. Thus, it is important to address the contextual 
richness of firms to explore what practices are used and to understand how they support 
experience co-creation (Sousa and Voss, 2008). The case method enables researchers to deal 
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with these issues by considering a detailed and comprehensive view of the specific context of 
FS firms (Meredith, 1998). In addition, studying multiple cases helps to create and develop a 
rich picture of customer experience management practices across a variety of firms. Our 23 
carefully selected cases provide a deep understanding of these practices and good 
opportunities for comparison through literal replication. This approach offers a solid 
foundation for theory building (Yin, 2003). 
The study focuses on FS organizations and explores the practices that they use. It 
involves selecting cases that are representative of the FS context, such as retail and private 
banks, insurance firms and wealth management firms. Selected organizations should share 
the four features that characterise the FS industry. These characteristics are well established 
in the literature, as discussed in the previous section. The inclusion of the case organisations 
in the sample was based on the four contextual variables that are defined in Table 1.  
<Insert Table 1 about here> 
Additionally, we sought to ensure that the case organizations had sufficient maturity and 
expertise in experience management to maximize the opportunity to identify relevant 
practices. Our case selection strategy was to look for leading FS organizations that had a 
customer experience program for more than three years. First, we searched the internet to 
identify organizations that were involved in customer experience management. Second, we 
contacted by phone or email those organizations to enquire about the duration of their 
customer experience programs. We obtained that information through the authors’ existing 
contacts in the organizations or through the organizations’ press and media departments. 
Organizations that reported running such programs for more than three years were invited to 
take part in the study. The participating FS organizations had been running these programs 
from 3 years and 3 months to over 10 years, with 5 years and 3 months being the average. 
A total of 37 organizations were invited to participate in the study, 14 of which 
declined. Our final sample comprises 20 FS organizations and 3 consulting firms. All FS 
organizations operate in the business-to-consumer segment. The consultancies specialize in 
advising FS organizations on customer experience strategy and management. Organizations 
and consultancies are involved in the design and improvement of the customer experience in 
FS. Following Zomerdijk and Voss’s (2010) logic, we anticipated that both types of firms 
would provide complementary insights into customer experience practices in FS. Table 2 
provides the background information on the case companies and the data collected. 
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<Insert Table 2 about here> 
We used multiple methods to collect data following a literature-based research protocol 
detailing the research questions, research issues, field procedures, and potential sources of 
information (Yin, 2003). This maximized our ability to obtain reliable and consistent data 
across the range of cases studied. Thirty-one semi-structured interviews lasting between 30 
and 90 minutes were conducted with key informants. Our selection criteria for expert 
informants were as follows. First, informants were involved with the program’s creation or 
development. Second, they were responsible for the implementation of experience 
management practices at the time of the research. Informants included managers from both 
marketing and operations because customer experience decisions sit at the interface of these 
departments (Roth and Menor, 2003). We also collected relevant internal documents to 
provide additional insights into the issues of interest as reported in Table 2. Data triangulation 
involved comparing documentary evidence with respondents’ interviews (Eisenhardt and 
Graebner, 2007).  
 We analyzed case data in three main phases: data reduction, data categorization, and 
conclusion drawing through consensus building (Miles and Huberman, 1994). First, the 
investigators transcribed, documented, and coded interviews and documentary evidence in 
NVivo 8.0, following the grounded approach (Ryan and Bernard, 2003). This process 
allowed us to gain an initial understanding of the data. A first round of open coding was 
performed to capture all emerging themes by reviewing, comparing, and contrasting 
interviews and documentary evidence. Next, we produced case-oriented tables to present the 
relevant information about contextual conditions, emerging practices and manifestations of 
experience co-creation. This documents how each case’s data informs the research questions.  
An important part of this process consisted of characterizing the case organisations across the 
four contextual variables. We built a table comprising the four contextual characteristics and 
supporting evidence for each case organisation. We referred to these displays to assess 
whether each case exhibited the four features that characterize the FS context. We found that 
all the case organisations complied with the contextual variables. They were thus retained in 
the sample. 
In the second phase, the researchers independently developed categories describing 
experience management practices, posited relationships between contextual conditions and 
practices, and highlighted manifestations of experience co-creation. First, we produced 
category-oriented tables to highlight major similarities and differences in how each case 
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organization approaches customer experience management. From these tables, we developed 
an initial categorization of practices, which we labeled and defined. Next, we reviewed the 
data to surface the mechanisms by which contextual characteristics influence the use of 
practices and to identify instances of experience co-creation. The richness of the data helped 
us to generate explanations for the existence of links between context and practices, and to 
locate experience co-creation occurrences. This analysis was carried out both at the level of 
individual cases by building case-oriented visual displays (i.e., within-case analysis) and 
across the entire sample of cases (i.e., cross-case analysis). This was a gradual process in 
which we edited and fine-tuned initial models as we collected and analyzed additional case 
data. We then compared these individual displays with each other to identify commonalities 
across cases. Furthermore, we complemented this empirical analysis by comparing and 
contrasting our emerging findings to existing theory. 
In the final phase of analysis, we used a panel of five service scholars familiar with 
customer experience management to maximize the validity of the findings. First, the judges 
were asked to label and describe each practice based on the codes extracted from the dataset. 
Next, the judges were shown the labels and definitions given by the research team and were 
asked to select the ones that best fitted the data. The research team then compared the judges’ 
decisions and selected the labels and descriptions chosen by a majority of judges. Finally, the 
judges were tasked with assessing the strength of the relationships between contextual 
characteristics, practices, and experience co-creation as “very strong,” “average,” or “weak.” 
No relationship was rated “weak”, increasing our confidence in the uncovered patterns.  
 
FINDINGS 
In this section, we present the results for each research question. 
 
Customer experience management practices 
Regarding RQ1, the findings reveal that FS organizations use five customer experience 
management practices. 
Practice #1: Define the customer journey lifecycle 
FS organizations describe the customer experience as an ongoing cycle or continuum. They 
adopt a holistic perspective that encompasses all interactions between the firm and the 
customer in the process of searching, buying, and consuming the product. An insurance 
manager commented:  
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“That is the start point I think, that is what we’ve got to understand, what does that 
journey look like for the consumer? It is wherever you touch the customer, it is how you 
communicate, and it is how they use your online products, the whole thing.”  
Similarly, a retail banking manager noted:  
“It starts at ‘aware.’ It means they have some exposure to our brand when we are in 
the press or we are sponsoring cricket. It starts before the customer enters a branch, 
from the moment they hear about us all the way through to when the product matures 
or they retire or they die.”  
The customer experience is referred to as a journey lifecycle and represented in high-level 
models comprised of generic stages. These stages are spread out over time and easily 
distinguished and managed separately. Although the terms used and the exact breakdown of 
the journeys varied, we observed a high degree of commonality in high-level stages across 
organizations. Organizations develop detailed maps for each main product line because 
lower-level interactions are product-specific. For instance, an insurance company produced a 
model for each of its three main savings products (i.e., life cover; tax exempt savings plan; 
bonds).  
In Figure 1, we collate and distill the high-level  models of several organizations into a 
generic set of nine stages representing a typical FS customer experience lifecycle, from 
‘awareness’ through to ‘defection’ and ‘return’. The straight lines suggest that touchpoints 
are likely to be sequential. For instance, customers are expected to move from the ‘interest’ 
stage to the ‘apply’ stage. However, the actual journey is not entirely linear. The feedback 
loops suggest that a ‘concerned’ customer is likely to go back to the ‘serve’ stage if that 
customer is satisfied with complaint resolution. Based on the journey maps of a wealth 
management organization, we describe the lower-level individual interactions representing 
specific customer activities or transactions. For instance, at the ‘aware’ stage, customers may 
consult the firm’s website or come across advertisements and commercials; at the ‘apply’ 
stage customers receive a welcome pack and confirm that their account is set up. 
<Insert Figure 1 about here> 
Journey maps are developed and maintained based upon an in-depth understanding of 
customer needs, preferences, and behaviors as well as by monitoring how these change over 
time. Organizations emphasize the importance of placing the voice of the customer at the 
heart of experience design. They employ various techniques to explore, identify, and validate 
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these maps, including face-to-face and telephone interviews as well as focus groups. Some 
organizations use ethnographic research techniques such as shadowing techniques to gather 
deeper customer insights. This consists of following customers in their daily lives to 
understand more fully their consumption contexts. One manager commented:  
“We do this customer experience mapping, which we put in front of our customers and 
say, ‘Do all those touchpoints resonate with you?’ ‘Have we got the map right?’ and 
they will say, ‘Actually you have missed a touchpoint here. I use this part of the website 
a lot,’ or ‘I use this telephone number,’ and so we enhance and amend the map to 
reflect that feedback.” 
Practice #2: Monitor, track, and improve failed moments of truth  
Our data analysis highlights the importance of using an integrated performance management 
system to continuously evaluate and improve the customer experience. FS organizations 
gather and analyze large sets of customer feedback data, operational data, and voice of the 
employee data to determine how customers perceive their interactions with the firm. Metrics 
include satisfaction-dissatisfaction and touchpoint surveys, verbatim comments, customer 
queries and complaints, and emotion tracking data. Performance data are used to change the 
interactive elements of the service delivery system in an ongoing manner.  
Organizations initially focus on identifying the critical interactions in the journey, the 
moments of truth. Next, they monitor how customers evaluate these encounters and act to 
dynamically improve under-performing ones. Specifically, high-level stages are broken down 
into a series of lower-level interactions (see Figure 1). An interaction may either be 
“recurring” (e.g., withdrawing cash from an ATM) or “unique” (e.g., applying for a bank 
loan). All encounters are classified according to their impact on customer satisfaction, 
loyalty, and word of mouth. From this assessment, organizations establish a limited number 
of moments of truth, as shown in Figure 1. An insurance manager commented: 
“Our research identified 10 key moments of truth, those touchpoints rated as most 
important by customers. For instance, point of claim and point of payout are some of 
the ones that we need to get right.” 
To identify improvement opportunities, the emphasis is on locating under-performing critical 
interactions, which consistently attract negative feedback from customers. Organizations 
prioritize their efforts and allocate resources towards failed moments of truth. An operations 
manager explained:  
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“What I mean by moments of truth really is that we might have a complaint or we 
might get some feedback that says, ‘Actually, I didn’t like that advertising over there,’ 
but the significance of that advertising on our overall customer experience is probably 
quite small, so will I invest time and effort on that touchpoint when I’ve got a pressing 
one over here which is much more important to our customers?”  
Practice #3: Engage customers in learning activities 
Organizations strive to proactively inform and assist customers throughout their journeys. 
Engagement activities revolve around educating customers and guiding them through the 
service process. Such an approach aims to minimize the risk of creating confusion and 
eliciting negative customer emotions. An operations manager in a retail bank labeled this 
philosophy, “serve rather than sell”: 
“Most banks will have a prompt when you go into a branch to say: ‘sell the person a 
loan or whatever.’ We are not doing that. We are talking to them to say, ‘We notice that 
you’ve just opened this account; is everything ok? Here is the next thing that you could 
do to get more out of your account. Have you registered for internet banking or for 
mobile phone insurance, which are free?’ It’s much more about the service side of 
prompting: ‘what more can we do for you?’ It’s into that engaged space; it’s service in 
the primary sense of the word, to help someone. Proactively helping is the phrase 
which we use, rather than trying to sell them another product.”  
Organizations recognize the importance of helping customers better understand the 
characteristics of products and contracts. A marketing manager commented:  
“We have a whole piece around customer education and literacy. We have got to help 
customers understand and engage with their financial products. Somebody might get in 
the sales process, 200 odd pages to read, terms and conditions, technical 
documentation, all that kind of stuff and actually all that documentation is about us. It’s 
about, ‘from a legal perspective we must tell you this’; ‘from a regulatory perspective 
we must tell you this.’ It’s not what our customer really wants to know. We move to a 
place where we are telling customers what they need to know and what they want to 
know so that they engage more.”  
We identified two main ways to engage customers in learning. First, organizations highlight 
the role of front-office employees, as illustrated by this statement:  
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“The people that work on the front line make a difference. Our staff is allowed to spend 
a bit of time with the customer and make someone’s call a good call.” 
Furthermore, the role of marketing communications is widely regarded as pivotal. The design 
of communication materials must convey essential product and service information 
effectively by using the right tone of voice and language and by replacing heavy text 
documentation with images. A manager in an insurance firm commented:  
“It’s so important that we don’t use jargon on our website, product brochures, and in 
our letters. It’s about getting the tone, content and balance right in all those 
communications.”  
A large retail bank estimated the costs of poorly written customer letters by analyzing the 
number of unwanted and unnecessary incoming customer queries handled in the call center. It 
then redesigned all written communications to customers:  
“We measure the percentage of calls we got from the customer as a result of each type 
of letter. This is operational correspondence with the incidents of contact. You look at 
that and think, ‘Well if we wanted contact, it is a good thing to be at the top of the list.’ 
But if it was one of the ones where, ‘Customers do not need to do anything,’ and then 
we got a phone call – well, it is obvious we got that wrong. Now, we have put in a 
structure for designing direct communications across the entire business which 
involves very senior people. A lot of the emphasis is very much on being clear, easy to 
understand and on how to make it easy for our customers.” 
Practice #4: Leverage transaction data to personalize the customer experience 
FS organizations recognize the value of having detailed transaction-based information on 
customers across the entire journey. This information allows them to understand the behavior 
of individual customers and to personalize the customer experience based upon this evidence. 
This represents a major shift from traditional market segmentation which identifies customer 
segments from simple demographic principles (e.g., the senior citizen market) or the way one 
set of customers derives similar benefits from a product. The focus is on understanding 
customers at an aggregate level so that organizations can design a single operational process 
that serves a large number of customers efficiently. A consultant specializing in experience 
design in FS commented:  
“There is an unwritten rule that customers are supposed to want this and behave like 
that, and most companies organize their operations and their service to serve the 
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perfect customer. The problem is that over 95% of customers do not match the 
characteristics of that perfect customer. So the organization and the service are 
designed to upset 95% of the customers most of the time.” 
Novel approaches leverage the vast amounts of operational data available on how customers 
use the firm’s products and services. For instance, the nature, frequency, time, location, and 
amount details of all credit card transactions are recorded and stored. Usage and consumption 
data are readily available at the level of individual customers. FS organizations use these data 
to understand past customer behaviors, predict future ones, and to adapt the service delivery 
system and marketing initiatives accordingly. An insurance manager described this shift:  
“We are moving from a B2C model to a B2B one, allowing the recognition that 
customers are different, have their own interests, behave in particular ways, and have 
their own idiosyncrasies even within a well-defined marketing segment.” 
Advanced analytics techniques enable firms to make sense of the large amounts of customer 
data, such as transaction data, transcripts of telephone conversations or complaint letters, 
which FS organizations hold in their internal databases. This affords the ability to predict 
future behaviors. That information can then be used to design tailored customer experiences. 
For instance, a large UK retail bank is able to identify customers who have bought a holiday 
by analyzing credit card spending patterns. They contact those customers to find out what 
might concern them around the holiday. They can then offer a specific travel insurance 
package, around-the-clock medical support for children, or a discount on foreign exchange. 
Furthermore, FS organizations connect with their customers on the customer’s own terms. 
For example, a retail bank processed historic transaction data to determine service channel 
preferences. They then implemented a large-scale marketing campaign focused on 
communicating with customers through their preferred channels (e.g., email, phone calls, 
branches, ATMs, direct mail, text messages and online banking account). 
Practice #5: Apply sensory design on the tangible and visible service elements 
We found clear examples of the importance of sensory design in roughly half of the cases. 
Organizations manipulate visual, tactical, and, to a limited extent, auditory cues. They aim to 
evoke three senses through the design of communication materials and interpersonal 
interactions: touch, for example by using recycled or prestige paper; sight, through the use of 
particular colors, pictures, and adopting the right level of language in written communications 
with the customers; and sound, by changing the tone of regulatory messages on voicemails or 
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adapting the tone of voice of staff to match the organization’s brand and reputation. These 
cues provide information about the organization’s brand and values. For instance, a mutual 
insurance organization devises its product brochures to convey a “friendly” message by using 
soft colors and edges of illustration on floppy and recycled paper. They also try to play down 
the compulsory regulatory messages on the automated support telephone channel. Another 
organization focuses sensory design on the ethical side:  
“We have always been at the forefront of the ethical and responsible space. We are 
already down the recycled paper. It’s almost a differentiator for a lot of customers who 
are with us.”  
 
Relationships between contextual characteristics and practices 
Regarding RQ2, data analysis reveals how the characteristics of the FS context influence the 
use of customer experience management practices, as represented in Figure 2.  
Membership-based relationship 
The customer relationship in FS is long-term and membership-based. Typically, it lasts for 
well over 15 years, during which numerous and frequent interactions take place. Once 
identified, these points of interactions are aggregated into a series of distinct stages that 
represent customer activities (e.g., ‘apply’, ‘use’, and ‘complain’) and describe the total 
experience lifecycle. 
“When somebody takes out a pension it’s not like buying a box of cornflakes that’s 
gone within a week, it’s a 25/30 year commitment.” (Customer experience manager, 
Insurance) 
“Financial services are characterised by very high transaction counts.” (Consultant) 
Information-intensity 
FS organizations are concerned with facilitating and monitoring financial transactions, 
handling claims, and providing statements to customers. These tasks involve, in the main, the 
processing and transformation of customer information. Information-intensity affords the 
collection and analysis of customer data at all points of interactions. This, in turn, allows 
organizations to measure service performance across the entire experience lifecycle as well as 
to track and improve critical interactions (i.e., moments of truth). Additionally, the large 
volume of transaction data available, such as historical credit card spending patterns, is 
analyzed to predict future behaviours and offer personalized experiences. 
Page 15 of 34
http://mc.manuscriptcentral.com/josm
Journal of Service Management
1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18
19
20
21
22
23
24
25
26
27
28
29
30
31
32
33
34
35
36
37
38
39
40
41
42
43
44
45
46
47
48
49
50
51
52
53
54
55
56
57
58
59
60
For Review Only
16 
 
“We are very much an information-based business in an information-driven industry, 
that’s the reality of it.” (CEO, Retail bank) 
“We have a huge amount of customer data.” (Marketing Director, Financial Mutual) 
“You know, we’ve got millions of customers and we have enough data about them to 
completely profile them.” (Head of Customer Insight, Insurance) 
Contract complexity 
Moreover, managers acknowledge that contracts are regarded by customers as complicated, 
extensive, and obscure. This issue, particularly challenging for first-time and entry-level 
customers, increases the risk that customers become confused and disengaged. Organizations 
engage customers in learning through education and guidance in an attempt to remedy this 
situation. 
“It can be difficult due to the complexity of some of the products that we have. It’s 
something within our industry that is hard to get around.” (Marketing Manager, Retail 
Bank) 
“My challenge is trying to take what is a very complicated FS landscape in terms of 
regulation and contracts, and bolt that together into products that can be explained 
really simply.” (Manager, Private Banking) 
“We asked customers how they feel about the industry and it always comes back to they 
find it confusing, they’re not sure how to take action, too much information coming at 
them, so almost a kind of nervousness of those communities.” (Marketing Manager, 
Wealth Management) 
Intangibility 
Finally, managers emphasized the non-tangible nature of their processes and products, 
especially compared to more physical service settings. The role of online channels was also 
noted. Since intangibility results in limited opportunities for interactions between employees 
and customers, FS organizations apply sensory design on the tangible and visible elements 
that interact with customers. 
“In our environment it’s not so much about the physical interaction.” (Customer 
Experience Manager, Insurance)  
“In terms of tangibility, we are in financial services; it’s not Disney.” (Head of 
Operations, Retail Bank) 
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“It’s not quite the same as a theme park where you can kind of get the smells coming 
through at you. This is something I don’t experience in the insurance business.” (Chief 
Customer Officer, Insurance) 
<Insert Figure 2 about here> 
 
Relationships between practices and experience co-creation 
Concerning RQ3, the findings reveal how the practices adopted by FS organizations support 
the co-creation of the experience with the customer. Practices #1 and #2 provide the 
organization with a detailed visualization of the total customer experience and a roadmap for 
evaluating and improving the critical interactions in the journey. They contribute to 
maintaining and updating the interactive elements of the service delivery system. Within the 
entire set of interactions that are documented and measured in the journey lifecycle, 
organizations strongly focus on a small number of moments of truth. The operations manager 
of a retail bank commented:  
“We look across channels in terms of all the touchpoints, which gives us a lot of 
insights into what the customer valued, or not, from those interactions. We then take 
corrective action directed at specific touchpoints.” 
The co-creation opportunities that are candidates for improvement may involve direct staff-
customer interactions (e.g., sales chat, complaint resolution) and indirect interactions between 
the customer and the physical and virtual environment (e.g., product brochure, firm’s 
website, online quotes). Thus, FS organizations mostly see customer experience management 
within the frame of the organization-customer dyad. Although some organizations recognized 
that the customer’s social networks (e.g., virtual communities) are part of the consumption 
journey, their role in influencing the customer experience had yet to be assessed and 
addressed. 
Practices #3, #4, and #5 support experience co-creation through fostering customer 
learning, personalizing the experience, and exploiting tactile and visual interactive elements. 
The practice of engaging customers in learning activities aims to increase the customer’s 
competences so that customers can play their role in experience co-creation. The provision of 
education and guidance is enabled through front-line employees (i.e., direct interactions) and 
communication materials (i.e., indirect interactions). A marketing manager commented: 
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“We have changed the whole stance and, particularly in the marketing letters, the 
emphasis is on ‘what do I need to do as a customer?’  We are helping people develop 
their relationship with us. So we don’t just write to people, ‘this is going to happen’.  
We tell them what they need to do. If you don’t need to do anything, make it very clear.  
‘Don’t worry, you don’t need to do anything’ or ‘here are the three things that you 
have to do’. If you get it right in the engaging part and, ‘oh, these people are really 
helpful and they go out of their way’ then the other bits should come down the line.” 
Personalization practices focus on predicting future consumer behaviors so as to enable the 
organization and the customer to co-create unique experiences that suit the customer’s 
consumption context. Personalization is enabled by the analysis of customers’ past 
transaction data.  The marketing manager of a retail bank commented: 
“Transaction data represents an opportunity for defining, measuring, and enhancing 
the experience of individual customers within the broader segment; the extent to which 
the customer experience has been designed has got to reflect usage patterns down at 
the individual level. (…) Customer lifecycles will be so diverse that the most important 
factor will be the ability to tailor your experience and financial products to suit 
consumer lifestyles, not the reverse.” 
The use of sensory design on focuses on manipulating two senses involved in physical 
interactions with the physical environment (i.e., touch and sight). FS organizations see 
physical interactions with written documents such as marketing and communication materials 
as opportunities for customers to feel a sense of relevance and connection to the organization 
and the brand. A wealth management firm commented: 
“That kind of sensory stuff absolutely contributes to the overall customer experience 
and that’s why our brand uses darker, more muted colors. We use rich, deep blue 
colors and thick, premium brands for product brochures to impute quality, stability and 
a premium experience. They get a quality piece of literature.”  
 
DISCUSSION 
Implications for theory 
On a general level, our analysis reveals five main practices of customer experience 
management and suggests that the contextual conditions of FS organizations, who share four 
common characteristics, influence the use of these practices. This finding resonates with the 
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literature review of Sousa and Voss (2008), who contend that operations management 
practices are context-dependent. Furthermore, the findings show how these practices support 
experience co-creation within the organization-customer dyad. Practices #1 and #2 are 
concerned with establishing and improving the points of interaction with the customer from 
the organization’s perspective. They support experience co-creation by maintaining a suitable 
experience environment. Practices #3, #4, and #5 facilitate experience co-creation through 
training the customer on how to participate in the experience, tailoring the experience to the 
customer’s future behaviors, and exploiting the tactile and visual properties of physical 
elements to evoke feelings of relevance and connection. These facets of co-creation from the 
organization’s perspective resonate with the work by Minkiewicz et al. (2013), who find that 
personalization, cognitive immersion, and physical interaction are three ways in which 
customers co-create their consumption experiences. We synthesize these considerations in a 
conceptual framework (see Figure 3). It suggests that FS contextual characteristics influence 
customer experience management practices and that these practices, in turn, support 
experience co-creation The framework is discussed in further detail below.  
<Insert Figure 3 about here> 
The membership-based customer relationship leads FS organizations to define the customer 
experience as an ongoing lifecycle. This description of experience as a continuum is adopted 
because FS are delivered continuously to customers. The customer experience in FS is akin to 
an open-ended and iterative interactive process (Ballantyne and Varey, 2006). This 
perspective sharply contrasts with the design of the customer journey in experiential firms, 
which is conceptualized as a continuous flow and a sequence of events (Zomerdijk and Voss, 
2010). Interactions occur in quick succession over a short period of time and in a single 
location (Pullman and Gross, 2004). 
Establishing the journey lifecycle represents the firm’s efforts to understand the 
customer’s role in the experience, identify co-creation opportunities, and determine how to 
exploit these opportunities. It is through the development of a deep understanding of where 
and how customers participate in the journey lifecycle that FS organizations can support and 
encourage customers to co-create their experiences (Minkiewicz et al., 2013). FS 
organizations recognize that each interaction provides an opportunity for experience co-
creation and that experiences are co-created at all the points of interactions. They implement 
building blocks of customer-provider interactions, either direct or indirect, as well as of 
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customer-customer interactions, such as word-of-mouth or feedback forums for instance 
(Prahalad and Ramaswamy, 2004). FS Organizations consciously define and coordinate their 
processes around these interactions to support the customer in co-creating the consumption 
experience (Grönroos and Ravald, 2011). 
The nature of the customer journey lifecycle has implications for experience 
measurement. FS organizations develop performance metrics at all the points of interactions 
because customers assess quality processually through any stage of the journey (Lemke et al., 
2011). Information intensity allows FS organizations to collect vast amounts of customer and 
operational performance data across all interactions. They then focus on identifying, 
monitoring, and improving underperforming moments of truth. This is consistent with 
Johnston’s recommendations (1995) that retail banks should focus more on removing the 
sources of dissatisfaction rather than enhancing the sources of satisfaction. Additionally, the 
findings suggest that critical interactions are not related to a particular point in the journey. 
This contrasts with the management of moments of truth in experiential services, which are 
designed to elicit powerful emotions and to delight the customer (Menon and Kahn, 2002). 
They are purposefully placed at the start and/or end of the journey and are fixed (Zomerdijk 
and Voss, 2010) because start and end points have the strongest impact on the customer’s 
experience evaluation (Chase and Dasu, 2001).  
This practice involves rectifying broken interactive elements in the service delivery 
system that damage the customer experience. These critical interactions prevent customers 
from co-creating their experiences effectively and have a negative effect on how customers 
perceive their experience and derive value from it (Gremler, 2004). Failed moments of truth 
mean that the customer’s active participation in consumption experience activities is 
hampered. FS organizations support experience co-creation by monitoring and improving 
weak points in the journey in an ongoing and dynamic fashion. This argument resonates with 
Ballantyne and Varey (2006, p.342), who argue that “once a firm grasps the nature of the 
activities that are of value to the customer, they can choose to modify the nature of their 
interactions, introduce improvements and fix weaknesses”. 
In experience-centric environments, engagement practices aim to establish strong 
connections with customer to evoke powerful positive emotions (Pullman and Gross, 2004). 
It is the role of front-line employees to get the customer involved and associated with the 
offering and the provider (Zomerdijk and Voss, 2010). In contrast, engagement practices in 
FS are focused on training the customer on how to use the organization’s products and 
processes. Because customers perceive FS products, contracts, and the industry to be 
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complex, organizations engage customers in learning activities to minimize the risk of 
confusion and of eliciting negative responses. Hilton et al. (2012) argues that customer 
learning is a gradual process taking place over time. FS organizations facilitate this process 
by focusing on increasing the customers’ competencies and improving access to and 
transparency of information (Prahalad and Ramaswamy, 2004). This practice emphasizes the 
cognitive aspects of customer engagement by reducing the asymmetry of information 
between the organization and the customer (Minkiewicz et al., 2013). 
 This finding suggests that FS organizations train customers to facilitate their cognitive 
immersion in the FS consumption experience (Minkiewicz et al., 2013). Informed customers 
are able to play their role in experience co-creation (Payne et al., 2008) and to become the 
main builders of their experience (Cova and Dalli, 2009). We identified the role of 
communication (e.g., letters or emails) and marketing materials (e.g., website design, product 
brochures) as well as the role of front-line employees in educating and guiding customers. 
This, in turn, is expected to allow customers to derive greater value from future interactions. 
This finding resonates with Caru and Cova (2007), who state that expert customers feel more 
compelled to engage actively in experience co-creation, as well as with McColl-Kennedy et 
al. (2012), who find that educating patients help them to co-create their healthcare 
experiences with medical staff.  
The shift toward experience personalization is well under way (Prahalad and 
Ramaswamy, 2004). Experiential services rely on empowered and well-trained front-line 
personnel to drive personalization (Pullman and Gross, 2004; Voss and Zomerdijk, 2010). In 
information-intensive FS, large volumes of transaction data are systematically collected, 
stored, and analyzed to penetrate the customer’s consumption experience. This enables a 
detailed understanding of past and current behaviors, as well as accurate predictions of 
changes in future behaviors, a clear departure from approaches that characterize customers 
based on demographics. This data-driven, fine-grain analysis supports the development of 
tailored customer experiences that fulfill future, yet unexpressed, needs (Prahalad and 
Ramaswamy, 2004). This practice resonates with Brett et al. (2012) who argue that big data 
in FS represents an opportunity to understand and predict the customer’s attitudinal and 
behavioral changes, and adapt experience design accordingly.  
Minkiewicz et al. (2013) find that personalization is one of the ways in which 
consumers co-create the experience with an organization. Our work extends this work by 
providing a firm-centric perspective to personalization. FS organizations adapt their offering 
to match closely the customer’s future individual circumstances. This allows individual 
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customers to construct their own unique experiences (Prahalad and Ramaswamy, 2004) and 
derive personalized experience outcomes (Payne et al., 2008). Additionally, the literature 
generally emphasizes the role of employees in dealing with the customer in a personal way 
and to meet specific needs and preferences (Lemke et al., 2011). Our findings suggest that FS 
organizations do not rely on front-line personnel to enable this. Personalization is driven by 
an ability to turn past transaction data into future customer behaviors using predictive 
analysis. This form of personalization anticipates and accommodates changing customer 
practices. It allows FS organizations to co-shape better-suited opportunities for experience 
co-creation with individual customers.   
The intangibility of FS renders the use of sensory design on the tangible and visible 
interactive elements of the service system important. Opportunities to act on customer senses 
by designing tactical, visual, and auditory cues in the service facility are limited in FS 
(Karmarkar and Apte, 2007). Sensory design techniques are mostly applied to interactions 
involving indirect contact between the firm and the customer. Some of the consistently used 
sensory practices include using specific types of paper, as well as particular colors, pictures, 
and the level of written language to affect the senses of touch and sight. In contrast, the goal 
of experience-centric firms, such as theme parks or cinemas, is to act on the customer’s mind 
or body or both (Sampson and Froehle, 2006). This often requires the customer to be 
physically present in the service facility. As a result, sensory design is applied to the physical 
environments of the servicescape (Verhoef et al., 2009; Zomerdijk and Voss, 2010). The 
senses associated with sight, smell, and sound are often targeted, for instance, through the use 
of atmospheric cues (Grewal et al., 2009). 
Sensory design represents an attempt by FS organizations to invoke feelings of 
relevance and connection with the customer. When the role of front-line employees is 
limited, FS organizations can help the customer to co-create the consumption experience by 
manipulating tangible and visible physical elements. For instance, marketing and 
communication material are designed to provide information about the organization’s brand 
and values. FS organizations stimulate customer senses through interactive communications 
to affect the way in which customers co-create their experiences (Ballantyne and Varay, 
2006). This finding is supported by previous research showing that “consumers deliberately 
utilize tactile opportunities to co-create their experiences” (Minkiewicz et al., 2013, p.46). 
Similarly, Hollenbeck et al. (2008) contend that customers who touch and smell physical 
elements in experiential settings describe a more memorable consumption experience. 
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Implications for management 
Since FS organizations seek to differentiate on customer experience to compete in the market 
place, organization-oriented frameworks are needed to inform practice. Our findings provide 
a starting point for FS managers seeking to improve their firms’ abilities to design for 
experience. Managers can evaluate the proximity of their organization’s approach to 
experience management with these five practices. Our empirically-derived framework 
provides an understanding of the contextual conditions under which customer experience 
management practices are thought to be effective. It facilitates the selection of practices that 
encourage customers to co-create their experiences with the organization. Adopting these 
practices can facilitate a more co-created customer experience, which in turn can provide FS 
organizations with a competitive differentiator.  
We recommend that organizations invest efforts in understanding the entire lifecycle 
journey customers go through during the course of the relationship. Journey maps are 
effective visualization tools to pinpoint the opportunities for interacting with customers and 
to determine how exploit these opportunities. Additionally, a popular view in the managerial 
literature advocates excellence across all firm-customer interactions (Lemke et al., 2011). 
Our findings fine-tune this view by showing that not all interactions have the same 
importance for the customer. Our recommendations are to: (1) identify the moments of truth 
in the journey from the customer perspective; (2) monitor and track performance in an 
ongoing and systematic manner; and (3) dedicate efforts and resources to improving 
underperforming moments of truth. Furthermore, we recommend that FS organizations 
develop training programs to educate and guide customers throughout the consumption 
experience. Informed customers are in a stronger position to engage with FS products and 
processes as well as to play their role in their interactions with the organization. To 
personalize the experience of individual customers, a key challenge is to utilize the large 
volumes of behavioral data such as spending patterns that are routinely stored in customer 
databases. Data analytics allow organizations to provide an environment in which customers 
can co-create unique experiences. This study also shows that sensory design can be used in 
less experiential contexts. Managers should consider how to trigger customer senses such as 
touch, sight, and sound through the development of promotion and communication materials 
such as product brochures.  
Moreover, the research suggests that customer experience management may be 
industry-specific. Managers of firm from outside the FS sector should consider the findings 
with caution.   
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Finally, although we found little evidence that experiences are seen as collective social 
phenomena, FS organizations should consider going beyond the provider-customer dyad to 
exploit the opportunities afforded by virtual communities in encouraging customer-to-
customer interactions.  
 
Implications for future research 
Several opportunities exist to build on this work. First, it is essential to demonstrate the effect 
of customer experience management on operational and market-based performance metrics. 
We encourage scholars to examine whether the adoption of the practices explored in this 
work results in superior performance for customers and organizations. Our study can be 
further developed and tested for relationships between contextual variables, customer 
experience management practices, and performance outcomes (Sousa and Voss, 2008).  
Second, future work should take the perspective of the customer and explore the 
manifestations of co-creation of the consumption experience in FS from a customer angle. It 
would be useful to identify the facets of the customer’s co-creation experience and compare 
them with the organization-oriented aspects described in this paper. Finally, this research 
should be replicated in other service contexts, ranking differently on all or some of the 
contextual characteristics of FS, in order to consolidate, fine-tune, or extend the findings. The 
broad question of interest can be formulated as: what practices of customer experience 
management are more effective in which service contexts? This would allow researchers to 
compare and contrast the practices used across industries in order to develop archetypes of 
experience-centric service systems exhibiting similar patterns. 
 
Research limitations 
This study has two main limitations. First, the focus on the FS context poses a threat to 
external validity. It is difficult to disentangle the managerial practices observed from their 
context of application. We believe, however, that these practices may be present and 
successful in other contexts. Prime candidates for the adoption of analogous approaches to 
customer experience management are organizations operating in industries with similar 
characteristics to FS firms, such as telecommunications or utilities (Lovelock, 1983). We 
encourage further research to establish the extent to which this assumption holds true. 
Second, we did not directly examine the impact of the practices on organizational 
performance or on customers’ outcomes. We aimed to reduce the likelihood of reporting 
unsuccessful, untested, or idiosyncratic practices that would have limited value for theoretical 
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development by selecting a high number of organizations that have developed and 
implemented a customer experience strategy for several years. 
 
CONCLUSIONS 
This article advances our knowledge on customer experience management in the FS context. 
We reveal five customer experience management practices, provide insights into how 
contextual characteristics influence the use of these practices, and explore how they support 
experience co-creation from the perspective of the firm. We provide empirical evidence and a 
theoretical explanation as to why these practices are markedly distinct from practices applied 
in experiential contexts. We also reveal ways in which these practices support the customer in 
co-creating his or her experience within the provider-customer dyad. We encourage further 
theoretical developments, particularly through theory testing and the establishment of 
predictive theory in order to advance research on this important phenomenon. 
 
ENDNOTE 
[1] Corporate members include Adobe, Fidelity Investments, Microsoft, Sprint, Safeco 
Insurance, Ipsos, Harvard Pilgrim Healthcare, The Cable Center, SAS, Sage, and Verizon. A 
more extensive list of current members can be consulted on http://www.cxpa.org/  
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Table 1: Definition of contextual variables of FS 
Contextual Variable Definition Supporting References 
Information-
intensity 
The firm’s operations are primarily 
concerned with the reception, processing 
and production of information. 
Wathen and Anderson 
(1995) 
Contract 
complexity 
The customer perceives products and 
processes as complicated and confusing. 
Apte and Vepsäläinen 
(1993) 
Membership-based 
relationship 
Long-term customer relationship involving 
a high number of interactions. 
Dagger et al. (2009) 
Intangibility The service process cannot be touched, 
lacks physical properties, and does not 
produce a tangible output. 
Karmarkar and Apte 
(2007); Lovelock and 
Gummeson (2004) 
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Table 2: Background information on the case organizations 
Case 
No. 
Type of 
business 
Main services/products No. of 
inter-
views 
Title of respondents Main 
location 
Additional information collected 
1 Wealth 
Management 
Investment products  4 • Customer experience manager 
• Customer experience manager 
• Head of customer experience  
• Head of customer insights 
UK 
 
• Customer journey maps 
• Experience performance 
dashboard 
• Customer insights research  
2 Financial 
mutual 
Insurance/protection;  
savings/investments  
2 • Operations director  
• Marketing director 
UK 
 
• Customer journey maps 
3 Retail bank General insurance and 
banking products 
2 • Head of Marketing  
• Customer experience Manager  
UK • Customer journey maps 
• Voice of the employee  
• Experience strategy and 
performance documents  
4 Insurance Life, health, and general 
insurance 
2 • Head of customer insight  
• Customer experience manager 
UK • Customer journey maps 
• NPS scores and verbatim (1,000 
data points) 
5 Retail bank General insurance and 
banking products 
2 • Manager of operations excellence 
• Head of customer insights 
UK • Customer journey maps 
6 Retail bank General insurance and 
banking products 
2 • Senior strategy manager 
• Process manager 
UK • Customer journey maps 
7 Retail bank General insurance and 
banking products 
1 • Head of  customer experience Germany • Strategic outlook paper 
8 Private 
banking 
Investment products 1 • Global loyalty manager UK • Internal service experience 
research findings 
9 Retail bank General insurance and 
banking products 
1 • Head of marketing Spain  
10 Insurance Life insurance products 1 • Chief operating officer - marketing UK  
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11 Retail bank Loan products 1 • Head of operations US • Touchpoint maps 
12 Retail Bank Loan products 1 • Chief marketing officer UK  
13 Retail Bank General insurance and 
banking products 
1 • VP information technology Italy  
14 Private Bank Investment products 1 • Head of marketing Luxem-
bourg 
• KPIs for service experience 
program 
15 Retail Bank General insurance and 
banking products 
1 • CEO England • Segmentation practices 
16 Retail Bank Loan products 1 • Chief marketing officer US  
17 Insurance Life insurance 1 • Head of customer experience Finland • NPS data 
18 Insurance Life insurance 1 • Chief customer officer US • Voice of the customer data 
19 Retail Bank General insurance and 
banking products 
1 • Customer experience director Spain  
20 Private Bank Investment products  1 • VP strategic marketing Canada • Customer lifetime value data 
21 Consultancy Customer experience  1 • Director UK • Journey maps 
22 Consultancy Customer experience 1 • Managing director UK • Journey maps 
23 Consultancy Customer experience 1 • Managing partner US  
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Figure 1: The customer experience lifecycle in FS 
High-level 
Touchpoints / 
Stages 
Interactions / 
Encounters 
AWARE INTEREST APPLY WELCOME SERVE DEEPEN CONCERN RETURN DEFECT 
Direct 
Marketing 
Firm’s 
Website 
Word of 
mouth 
Advertise
ments 
Comparis
on 
Websites 
Online 
quotes 
Commerc
ial 
literature 
Info 
request 
Word of 
mouth 
Queries 
Inbound 
application 
Submit 
signed 
application 
Declined 
application 
Money 
sent 
Online 
sign-up 
reminder 
Welcome 
Pack 
Statement 
Transact / 
Trade 
Inbound 
contact 
Online 
service 
Statement 
Notify 
changes 
Re 
engagem
ent 
literature 
Maturity 
pack 
Retirem-
ent 
options 
Confirm 
payment 
Retention 
call 
Outbound 
contact 
Voice 
dissatisfact
ion 
Complaint 
resolution 
Complaint 
query 
Escalation 
to 
regulator 
Newsletter 
Telephone 
chats 
Feedback 
forums 
Communic
ate actions 
Campaigns 
Moment of Truth 
(MOT) 
Confirm 
set-up 
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Figure 2: Links between FS context and practices 
Personalize the 
experience of 
individual 
customers 
Measure 
performance at 
all points of 
interactions 
Apply sensory 
design  
on tangible and 
visible interactive 
elements 
Establish the 
stages in the 
customer  
journey lifecycle 
Engage customers 
in learning through 
education and 
guidance 
Analyse  historical 
credit card spending 
patterns to predict 
future behaviours 
Track and improve 
underperforming 
moments of truth 
Contextual characteristics Customer experience management practices 
 
Membership-
based 
relationship 
Contract 
complexity 
Information-
intensity 
Intangibility 
Transaction 
data available 
at individual 
customer level  
Risk of 
confusing  and 
disengaging 
customer 
Limited 
opportunities 
for direct 
interactions 
High number of 
discrete 
interactions  over 
long-term period 
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Points of interaction are 
maintained and updated 
Figure 3: Conceptual framework for customer experience co-creation in FS 
Information-
intensity 
 Membership-
based relationship 
≠4 Personalize the 
experience of individual 
customers  
≠2 Track and improve 
underperforming  
moments of truth 
≠1 Define the customer 
journey lifecycle 
Contextual 
characteristics 
Practices of customer 
experience management 
Experience  
co-creation 
Intangibility 
≠5 Apply sensory design  
on tangible and visible 
elements 
Indirect physical interactions 
evoke feelings of relevance 
and connection 
Personalized experiences are 
tailored to the customers’ 
future behaviors 
Contract 
complexity 
≠3 Engage customers in 
learning activities 
Information and guidance help 
customers to participate  
in the experience 
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